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DATE: May 3, 2017 
 
AUTHORIZATION(S):  
 
 
 
SUMMARY 
 
Issue for Discussion 

 
To update the Board of Regents on the Principal Preparation Project. 
 

Reason(s) for Consideration 
 
For Information 
 

Proposed Handling 
 
This item will be presented to the Higher Education Committee for discussion at 

its May 2017 meeting. 
 
Background Information 
 

On September 12, 2016, the Department updated the New York State Board of 
Regents on an initiative that is designed to improve the preparation of aspiring school 
building leaders and to enhance the development and support for current principals in 
New York State.  All materials related to the project may be found on the Department’s 
web site at http://www.nysed.gov/principal-project-advisory-team/schools/principal-
project-advisory-team. 
 
 
 
 

http://www.nysed.gov/principal-project-advisory-team/schools/principal-project-advisory-team
http://www.nysed.gov/principal-project-advisory-team/schools/principal-project-advisory-team
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Funded by the Wallace Foundation, the project aims to engage stakeholders in 
efforts to: 

 
1. Review requirements related to preparation of school building leaders in the State. 
2. Identify if improvements are needed related to certification and/or program 

requirements, professional development, supervision, and/or evaluation. 
3. Forward recommendations to the Commissioner and Board of Regents for 

consideration and action, if warranted. 
4. Develop a tool to help districts identify, select, and place school building leaders 

(leader tracking tool). 
 
Principal Project Advisory Team 
 

To accomplish this work, Commissioner Elia created a Principal Project Advisory 
Team that includes 37 members (Appendix A).  
 

On September 21, 2016, this Advisory Team convened for the first time.  Since 
then it has met six times.  Upon completion of the work, the Advisory Team will forward 
recommendations to the Commissioner and the Board of Regents. 
 

The Advisory Team was organized into the following five working groups 
(Appendix B).   
 

1) P-12/Higher Education Partnership 
Enhance the productivity and healthy interdependency of the P-12/Higher 
Education relationship.  
 

2) Authentic Experiences and Internship 
Expand and improve opportunities for School Building Leader candidates to apply 
newly acquired knowledge and skills under real conditions. 
 

3) Standards 
Replace the current 2008 (Interstate School Leaders Licensure Consortium or 
ISLLC) standards that are used in NYS for Initial School Building Leader 
certification with the 2015 Professional Standards for Educational Leaders or 
PSEL (Appendix C and Appendix D). 
 

4) Diversity 
Produce leaders from varied backgrounds, especially from historically under-
represented populations, and prepare them with the skills, knowledge, and 
dispositions that enable them to meet varied student learning needs. 
 

5) Professional Learning and Support 
Improve support beyond appointment as school building leader (principal) in ways 
that foster situational awareness, system thinking, shared leadership, and 
comprehensive stakeholder engagement. 
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Belief Statements 

 
Belief statements that the Advisory Team has adopted by consensus follow 

(Appendix E).  Accompanying these beliefs is a pair of graphs that summarize feedback 
received from stakeholders participating in 22 focus group meetings that took place 
between March 3, and April 10, 2017 (Appendix F): 
 

Purpose: Well prepared school building leader candidates make it their mission to 
support staff in the school so every student is equipped for success in the next 
level of schooling, career, and life. Further, candidates have the ability to translate 
goals into plans, actions, and desired results.  
 
Equity: Well prepared school building leader candidates cultivate a climate of 
compassion and care for the well-being of every child in the school; candidates 
create a culture that strives to support the learning needs of every student in an 
environment where all students are valued, are respected, and experience 
success regardless of their differences (age, gender, socio-economic status, 
religion, race, ethnicity, sexual orientation, disability, native language, or national 
origin).  
 
Value Diversity: Effective school building leader preparation programs recruit and 
produce aspiring leaders from varied backgrounds and historically under-
represented populations who are committed to the success of every student,  value 
different learning styles, promote instructional practices that capitalize on a range 
of cultural traditions, and strive to eliminate prejudice, stereotype, bias, and 
favoritism.  
 
Shared Decision-Making and Shared-Leadership: Well prepared school building 
leader candidates have the willingness and ability to share decision-making and 
distribute leadership.  

 
Instruction: Well prepared school building leader candidates have the knowledge 
and skill to improve teacher instruction and student learning.  
 
Collaborative Partnership:  Well-prepared building leader candidates have the skill, 
ability, and desire to collaborate so students, staff, and parents feel they belong 
and community members are valued and appreciated as respected partners. 
 
Continuous Improvement and Change Management: Well prepared school 
building leader candidates display the emotional intelligence, skill, and grace 
needed to manage the tension and conflict that can arise when schools engage in 
continuous improvement efforts.  

 
Belief statements that are still being developed and are under consideration by the 

Advisory Team follow (Appendix E).  A summary of stakeholder feedback to these 
proposed belief statements appears in a pair of graphs (Appendix F): 
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Innovation:  Well-prepared school leader candidates embrace innovation. 
 
Reflective Practice:  Well-prepared building leader candidates rely on collegial 
feedback, student evidence, and current research to guide practice and inform 
decisions. 
 
Shared Responsibility for Feedback:  Effective school building leader preparation 
programs work with districts to pair each aspiring principal with a trained mentor 
who is a successful administrator, who provides mentoring advice to the leader 
candidate (on how to improve) and feedback to university faculty (on how to refine 
the preparation program). 
 
Skillful Practice under Authentic Conditions:  Effective school building leader 
preparation programs produce aspiring principals who demonstrate their readiness 
for school leadership by successfully applying the skills and knowledge they 
acquired in the university setting during the course of an internship. 
 
Program Admissions:  Effective school building leader preparation programs 
enhance the quality of aspiring building leaders by raising the expectations used 
to admit candidates and, through the use of a richer array of evidence, that 
provides a better picture of candidate fitness for the position and readiness for 
admission. 

 
Possible Recommendations of the Advisory Team 
 

Advisory Team members will finalize work with a series of possible 
recommendations to the Board of Regents (Appendix G).  The Advisory Team will be 
aided in this work by feedback from stakeholders participating in 22 focus groups 
(Appendix H and Appendix I), by feedback from an online survey of the deans of Schools 
of Education at higher education institutions that offer School Building Leader preparation 
programs (Appendix J), and by feedback received from an online survey of the NYS Board 
of Regents. 
 

The draft list of possible recommendations to the Board of Regents follows (a more 
complete description of each recommendation appears in Appendix G): 
 
1. Base initial principal certification on the most current national standards for educational 

leaders. 
 

2. If New York State adopts the 2015 Professional Standards for Educational Leaders for 
new principal certification, translate these into competencies that become the basis for 
determining candidate readiness for certification. 

 
3. If New York State elects to base initial certification of school building leaders on the 

2015 Professional Standards for Educational Leaders, then use the results of 
alignment studies to decide whether to eliminate, revise, or replace the current School 
Building Leader exam (SBL).  If alignment studies show the exam now used for initial 
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certification is obsolete, or if the Board of Regents embraces a recommendation from 
the Advisory Team to substantially improve on the current SBL exam, consider 
augmenting the current SBL exam, revising it, or replacing it with a competency-based 
assessment. 
 

4. Revise the basis for determining candidate readiness for initial SBL certification so it 
is competency-based by calling upon aspiring school building leaders to take what they 
learn in university-based programs and apply it successfully in an authentic school-
based setting to improve staff functioning, student learning, or school performance. 

 
5. Create pathways, options, and/or opportunities leading to full-time, year-long, school-

based internships for aspiring school building leaders. 
 

6. Take steps to ensure that high-quality coaching and mentoring support to principals 
extends through their first full year that a principal is on the job and in ways that builds 
skill with respect to situational awareness, system thinking, shared leadership, 
comprehensive stakeholder engagement, and other areas of identified need. 
 

7. Expect principals to acquire the knowledge and skill to meet the learning needs of an 
increasingly diverse student population. 
 

8. Base the approval that the New York State Education Department grants to 
institutions of higher education (enabling the institution to enroll candidates in School 
Building Leader programs) on the expectation that the institution set goals, targets, 
and milestones that call for increasing the number and percent of School Building 
Leader candidates from historically under-represented populations who enroll and 
successfully complete the program on time.  As well, put in motion an expectation 
that local school districts begin to set goals to recruit, select, develop, and place 
individuals from historically under-represented populations within the ranks of school 
building leaders, so that the racial and ethnic mix of the principal corps in the district 
matches the mix of the student population within the district at large. 
 

9. If the Board of Regents elects to base initial principal certification on the 2015 
Professional Standards for Educational Leaders and subsequently to develop 
competencies that are linked to these standards and to shift initial certification so it 
is competency-based, then set a schedule for phasing in implementation of the 
changes. 

 
Stakeholder Feedback 
 

While work continues in May 2017 on all of these possibilities, due largely to the 
feedback received from stakeholders in the field in March and April, it is anticipated that 
the Advisory Team will at least recommend adoption of some form of the 2015 
Professional Standards for Educational Leaders.   
 

In this context, “feedback received from stakeholders” includes input from 
institutions of higher education in New York State.  For instance, deans of the schools of 
education at institutions that offer School Building Leader preparation programs were 



Display of responses from an online survey conducted in NYS from Oct. 11 – Nov. 2, 2016.  Respondents included local school board members, P12 
educators, and deans and faculty members in schools of education at institutions of higher education.  A total of 676 responded to the survey.   
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Question 9:  How important are the following to leader preparation programs (n=676)? 



Display of responses from an online survey conducted in NYS from Oct. 11 – Nov. 2, 2016.  Respondents included local school board members, P12 educators, and deans and faculty members in 
schools of education at institutions of higher education.  A total of 676 responded to the survey.   
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Question 10: How important are the following to leader preparation programs (n=676): 



Display of responses from an online survey conducted in NYS from Oct. 11 – Nov. 2, 2016.  Respondents included local school board members, P12 
educators, and deans and faculty members in schools of education at institutions of higher education.  While a total of 676 responded to the survey, 
431 responded to this final open-ended question.   
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Question 11:  To improve the quality of school leader deveropment programs in NYS, what one 
change would make the greatest difference (n=431)? 

Note.  In this context, themes that are cited here mean the following (i.e., citations exemplify respondents remarks).  

Improve internship experience 
“High-quality internship experiences [are needed].” 
“Full-year or two half-year internships [are needed].” 
“A quality internship is the key to success. It is essential for it to be done in collaboration with most skilled principals.” 

Improve program focus 
“Ensure programs are connected with the realities of the Principal-ship.” 
“[What is needed is] standards-driven, research-based practice [and] application of skills with University feedback.” 
“[Future leaders need] to learn to balance management of minute-to-minute issues with executing the bigger vision.” 

Increase classroom experience requirement 
“[Aspiring principals] need at least 6 years of classroom experience.” 
“Must have more years in the classroom than now required.” 
“Require candidates to teach for at least 5-7 years [and] requiring a broader background.” 

Improve P12/Higher Ed partnership 
“Partner with a local public school district for supervised internships, mentoring, and PD [professional development].” 
“A strong partnership [is needed] with a school district to provide candidates with a quality internship.” 
“Higher ed & districts should engage more in dialogue about appropriate internship tasks and leadership in general.” 
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APPENDIX N:  Summary of Themes Emerging from 21 Focus Groups Conducted August 15-29, 2016

What is the problem we are trying to solve? 
1. Many are certified, but few are ready to step into the job of school building leader and be successful starting day one.
2. Changing laws, technology, and demographics have created new demands on leaders and programs to prepare them.
3. It is widely perceived that programs to prepare leaders have not done all they can to keep pace with these changes.
4. Program requirements are out of step with the most current national standard for educational leaders (CCSSO, 2015).
5. The lack of sound data makes it difficult to gauge the effectiveness of programs to prepare building leaders.

What does it mean to be “ready to successfully step into the job of a school building leader”? 
1. When a well-prepared school building leader steps into the position, the school improves.
2. A well-prepared building leader has the knowledge, skill, and desire to coach teachers so they improve instructionally.
3. Well-prepared school building leaders unify people around a vision (and ego doesn’t get in the way).
4. Well-prepared leaders have the emotional intelligence and skill to deal with conflict among parents, students, and staff.
5. Well-prepared building leaders skillfully engage with culturally- and/or linguistically-diverse students, staff, and parents.

What did participants say are the root causes of the problem we are trying to solve? 
1. The quality of the field-based internship is variable; sometimes it is good and sometimes it is not.
2. Regulations to govern certification are complicated or conflicting and are sometimes unenforced or unenforceable.
3. There is not enough healthy reflection and discussion about the quality of programs to prepare school building leaders.
4. The current system to prepare school building leaders lacks enough “off ramps” (opportunities for candidates to exit).

Steps  that might lead to improvement 
1. Create a system that better emphasizes capacity-building.
2. Consider ways to better capitalize on a competency-based system (that is, project-based as opposed to an exam-based).
3. Flip the script; from the outset pair internship and coursework so people get a chance to see what the job is really like.
4. Couple full-time paid internships with mentorships and proper incentives so “real mentoring” consistently occurs.
5. Add earlier “off ramps” so school building leader candidates can determine whether they are cut out for this work.
6. Be more-selective with respect to admissions into programs to prepare school building leaders.
7. Base program and certification requirements on the current professional standards for educational leaders (CCSSO 2015).

Consensus themes that emerged from the focus groups 
1. Strengthen the relationship between higher ed and school districts so they are more than “partnerships in name alone.”
2. A year-long, full-time (paid) internship would go a long way toward providing the real-life experience that is needed.
3. Quality mentoring (during and following the program) would help candidates learn to apply knowledge and skill.
4. Many who are admitted to the program have no plan or desire to become principals.
5. The state role should be quality control (which candidates should be certified and which prep programs should exist).

Questions of secondary interest (they came up during focus groups but not with the same frequency as consensus themes) 
1. Why is diversity not a bigger topic of consideration given the changing demographics and English language learning?
2. How can organizations and people act not out of fear due to compliance but out of a commitment to “the right stuff?”
3. Are adjustments needed for some who seek/earn initial SBL (deans, athletic directors, etc.) but don’t supervise staff?
4. What consideration might be given to those seeking to become SpEd directors, Assistant principals, Athletic dir, etc.?



November 1, 2016 

APPENDIX O: Graph of Changes in the Composition of non-White Students, Teachers, and Principals 
Demographic Change in the Population of Student and Educators 

The Racial/Ethnic Mismatch involving Students and Principals in New York State

The following shows changes from 2003-2004 to 2011-2012 in the demographic makeup of students and staff in NYS. 
Source: For all data, the source is the U.S. Department of Education, National Center for Education Statistics, Schools 

and Staffing Survey (SASS), “Public School Principal Data File”, 2011-2012. 

Figure 1 illustrates that the share of non-White students in New York State has inched up in an eight-year period.  
Whereas in 2003-2004, non-White students comprised slightly more than a third of all enrolled students in NYS, by 
2011-2012, non-White students constituted more than half of the K12 enrollment in the State (39.0 percent to 50.5 
percent respectively).   

Over the same period, the share of non-White teachers increased from 14 to 24 percent; however, by 2011-2012, non-
White teachers still constituted a fraction (less than a fourth) of all those in the NYS teaching ranks. 

Simultaneously, during the period from 2003-2004 to 2011-2012, the share of non-White principals increased from 10.4 
to 21.3 percent.  However, by 2011-2012, only about one in five school building leaders in NYS were non-White. 

Most importantly, in the most-recent four-year period for which data are available (from 2007-2008 to 2011-2012), the 
share of non-White students increased in NYS to 50.5 percent, even as the share of non-White principals declined from
26.1 percent to 21.3 percent.   Thus, over the last four year period for which data are available, as the student population 
in NYS grew increasingly non-White, the population of school building leaders in NYS became increasingly White.

2003-2004 2007-2008 2011-2012

Principals 10.4% 26.1% 21.3%

Teachers 14.0% 16.0% 24.0%

Students 39.0% 44.0% 50.5%
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Figure 1:  Change in the composition of non-White students, 
teachers, and principals in NYS (2003-2004 to 2011-2012)  




